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Framing: What are useful frameworks for applying to leader problems?

Questions in class

How define a goal; okay to be emergent?

Allocate resources to the role?

Address resistance to notions of collaboration as crucial to results (what are contingencies…)?

Millennial generation different (all need strudtures; explicit)

Etc.

mailto:wsnyder@socialcapital.com

Defining network requirements as a basis for defining
leadership functions and capabillities

. What are network challenges that define leader functions?

. What are leader functions to define skills and roles?

. What is development approach in context of practice?
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Presentation Notes
Why do we need a network?  (access, advocacy, transactions, learning, friendship, etc.)

What are key leadership functions?  (and how compare to conventional leadership)

How develop leaders’ skills and involvement?  (and how compare to development for conventional leadership)

What is your plan—for cultivating the network; for cultivating “leadership” for the network?




o

Network leadership themes

« Distinguishing structures
— Variations and combinations of networks and teams
e Leadership paradox

— Leaders undermining leadership? Achievement
orientation limiting “opportunistic” initiative?

e Context as content

— Cultural challenge and “substitutes for leadership”
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Presentation Notes
Many types of networks and important to know, given your environment context, which is your emphasis.  Today’s problems increasingly complex, players diverse, multi-level: need for networks that foster collaborative action-learning for sustained, system-wide success.

But all network functions reinforcing (funders emphasis on learning for action, for example); personal trust and reciprocity important for professional collaboration, etc.

Teams great for getting things done when clear goals and defined outcomes; benefits of network-team hybrids   

Conventional paradox: Team context where authoritarian leader gets in way of team ownership; solution is development of collective team capability

New paradox: Notion of leader responsibility to develop team capability; who develops leadership function in voluntary system; does system itself develop itself?  How teach yourself what you don’t know?

When achievement gets in the way of creating greatest value and future opportunity; how unbundle leadership yet keep integrity?

If dominant culture is still focused on leader-as-leadership and in some quarters, still command-and-control, does context become the content as well as specific network purpose?

What are “substitutes for leadership” (cf. team substitutes as goals, information, etc.): Cultural norms among them....; cf. civic indicators, etc.


Structural options: Why cultivating a network?

Relationships among individuals and/or groups and organizations for...
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...Spanning conventional boundaries to connect with diverse players
for greater opportunities



o

Network “centricity modes” (organizational or individual)

From whose perspective is value defined?

I: Node-centric
(agent purpose)

*Organizational
performance

Mentor network
(“My McKinsey”)

lI: Partnership-centric
(shared purpose)

«Joint venture for all
members’ benefits

sLearning community
(“...for our personal and
professional benefit”)

Source: W.M. Snyder: “An organizational approach for fighting cancer: Cultivating communities of practice at
local, state, and national levels,” report to the National Cancer Collaborative, Northeast Demonstration, 2008.

lll: System-centric
(societal purpose)

T A

§

@
«System needs trump
organizational identity

«Stewardship community
(“Change the trade game”)
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�Types: 1) Organization; 2) Connected Organization; 3) Learning System.  Organizing principle: 1) Organization-centric, arms-length market transactions; 2) One-off, hub-and-spoke alliances, mostly operational“; 3) Community network(s)” of players for shared learning and joint actions.  Collaboration strategy: Emphasis on self-sustainability; transactional “community outreach”; Opportunistic, self-serving  alliances with others with complementary strategies; Leverage the organization’s distinctive competencies in a system-wide context; learning-driven.  Goal:  Value for organization's targeted beneficiaries (e.g., customers, investors); Value for organization’s beneficiaries and partners’ in context of joint ventures; Optimal collective value (defined jointly) for all system beneficiaries/ stakeholders; new capabilities as well as specific outcomes.  Scale:  Level-limited, whether local clinic or national council, and if multi-level, then federated hierarchical structure; Opportunistic sponsor/partner/beneficiary relationships that reach across levels; Strategically “saturated participation” of players from multiple scale levels who engage at each level (local, state, national, and others).  Learning orientation:  Learn and innovate to compete and to improve results; Learn for improving organization results and for developing sustainable partner synergies; Learning for results, for integrating system players, and as a core value for ongoing development at individual, organizational and societal levels.  System governance:  Balkanized authority anchored in disparate, often competitive and uncoordinated organizations; Pockets of collaborative decision-making according to trust levels, often along lines of leaders’ own affiliations versus deeper synergies; Multi-scale, multi-stakeholder system with transparent, participative governance structure and decision-making processes.  Inter-organization coordination:  Depends largely on the efficiency of market forces to “signal” coordination; Supplemental staff time/support for partner/network coordination; Dedicated “network coordinators,” partnership liaisons, and overall system-stewardship group.  Communication:  Top-down, bottom-up; Every which way through private, formal or ad-hoc, informal channels; All-directions via facilitated formal/informal channels, supplemented by a shared knowledge-management platform.  Evolution:  Organizations’ strategies and structure more or less adapt to market—clients, competitors, regulators, etc.; Hairball-like aggregation of overlapping partnerships responding to various opportunities“; Quasi-evolutionary” dance of  organic emergence and intentional guidance via ongoing, strategic collaboration of stakeholders.  Major challenges: Market shifts and competition; Negotiating growing number of agreements and relationships with disparate partners; Time/skills/funds/legitimacy to coalesce diverse players for system stewardship; organization inertia and change-resistant leaders/practitioners


®
Leadership paradox: Leader undermining leadership?

« Traditional definition: “Leadership is influencing others for achieving a goal”?
— Authoritarian: Leader’s goal; Collaborative: One leader, collectively owned goal

*x * %

* “Next messiah will be a community” (Buddhist philosopher Thich Nhat Hahn)
* “l only exist because of others” (core value of the Cherokees)

* “When the best leader’s work is done the people say: We did it ourselves.” (Lao
Tzu, Taoist saying)

» Leadership without a leader? (Woodlands community)
 Can one “give it back” or if no _one_ has it? (i.e., leadership ecology)
 From King to Manager to Leader to ...?

* * %

 Emergent view: Does our cultural lens make it hard to see a radically, unbundled
distributed form of leadership?
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“The idea is Pentecostal, all parties speak with tongues.”  Eric Trist, regarding participative management 

Leadership with many components and contributors (“Varieties of gifts but one Spirit…body does not consist of one member but of many…” (1Corinthians 12) 

…  (Various perspectives from leadership studies and cultural traditions….)


Context as content

 Evidence of a societal culture of collaboration?

— Small-town mayor “with actual responsibilities” better leadership cred than
“community organizer”?

— Confusing “empathetic” with “pathetic™?
— Okay for president to shake hands of enemies?
— “I'm the boss of my network”?

— “Reaching out to powerful stakeholders often means getting hot oil poured on
us...”?

o “Substitutes for leadership”
— Teams: goals, roles, methods, information, rewards, skills, tools, culture...
— Networks? (Many of the same? How different?)



Logic model for civic stewardship networks
Connectedness = Action-Learning - Results

1 4 1

}

—

Missing Civic stewardship
players & group: A “rich
weak links network”
A A A 4
Al A VS SV
i o : : : Learning &
%eCILSand local  Simplistic solutions Trust & reciprocity . 2

e[nertia
*Apathy
*Decline

Note: Metcalf's “Law of Connectivity” states that the value of a network with n
participants equals n2 — when all participant nodes are interconnected.

Civic well-
being and
vitality

© 2005, William M. Snyder
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The civic stewardship gap is growing

To achieve aspirations, we must radically increase our capacity
for learning, connecting, and aligning across levels

Network
stewardship

. 4 Forces at work
Achievement

level «Complexity of problems
Issues

eDiversity of players i
.y i *Economy Capab”lty
-Glc_)bal mterdependence. Education Gap
social, economic &
environmental *Health
*Etc.

—— e o e o =

Conventional
governance

v

Time

© 2006, William M. Snyder



()
Civic stewardship: From government to governance

Diverse citizens and organizations learning and working together for the
common good

Businesses

*

* Russell Ackoff defines a “mess” as a “system of problems” in which “the solution...can
seldom be obtained by independently solving each of the problems of which it is
composed.” He goes on to say that the system components themselves are “mini-messes.” © 2005, William M. Snyder

Neighborhood
groups

Government
agencies, all
levels

Education

Diverse
demographic
groups

- \(COommunities
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The theory of the case in a nutshell: We need social structures with the “requisite variety” (Weick) to match the complexity of problems we face.

This means crossing many types of civic boundaries: sector, constituency, place (e.g., towns and neighborhoods within a region), professional discipline, faith, etc. 



Reference for collaborative governance: John. D. Donahue, “On Collaborative Governance,” Weil Program on Collaborative Governance, Harvard Kennedy School of Government, 2004; www.ksg.harvard.edu/cbg/CSRI/publications/donahue_collaborative_governance.pdf   See also Elaine Kamarck monograph at www.businessofgovernment.org/main/publications  See also references in   




@Framing the civic stewardship challenge: Action-learning

networks to address civic challenges

*School achievement
sLeadership
*Teacher skills

industry sectors

Civic disciplines &

*Affordability

*Supply
eLivability

eSuccess depends
on matching each
of the whole round
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place, income
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*Urban design
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__~"+Sustainable
business practices

*Open space

*Smart growth
© 2006, William M. Snyder
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Framing city from practice/discipline/issue perspective; success determined by capabilities, in logic model where common good (aka “commonwealth” or results) is determined by (civic) capabilities, which in turn are determined by (stewardship) communities.  Often lose sight of foundational logic model in excitement of particular policy and technology solutions.  If we believe complexity/diversity is beyond under-organized (tyranny of structurelessness” as Ganz calls it) civic sector, then we need networks; if networks, what kind and how discover, coalesce, and cultivate them?



[From Snyder & Wenger “The world as a learning system” (in Creating a Learning Culture, Cambridge U. Press, 2004, Eds. M.J. Conner & J.G. Clawson)]:  



“In many cities, multi-sector coalitions or alliances are formed to take on a pressing issue such as improving urban schools, increasing access to low-income housing, cleaning up a business district, or building a stadium, park, or cultural facility. These coalitions, however, generally do not take sustained responsibility for stewarding a civic domain or for bringing together the full array of stakeholder constituencies to identify and address short- and long-term priorities. 

“One way to assess the level of civic stewardship in any city or region is to map the prevalence, inclusiveness, and effectiveness of civic communities of practice (also known as coalitions, associations, partnerships, and alliances, among other terms) who take responsibility for clusters of issues related to particular civic domains, such as education, economic development, health, housing, public safety, infrastructure, culture, recreation, and the environment. The reality is that in many cities these domains have no explicit stewardship, or they are left to public agencies or to a menagerie of disparate, often competitive and conflicting organizations that carve out small pieces of the puzzle—regarding housing availability, for example—but do not coordinate efforts or leverage a common base of expertise and resources.”


Cancer Collaborative
Northeast Demonstration

@ealt_hcare Community of
Practice to reduce cancer
mortality and morbidity

Breast — Cervix — Colon
Other chronic diseases?

Awareness/ .
. Screenin
Recruitment 9

Follow-up
Treatment Evaluation

Health Centers

Clinics
Faith Organizations

City & Count
Health Dept’s.

Civic & Social
Services Agencies

State Health Dept.

Community Residents
Community

Patient Communities activists

Hospitals Insurers Advocacy Groups  CBOS
HMOs Businesses o .

Specialists Community

Coalitions

Mammogram vans
Local Health Network
Shelters

Medical Centers

Foundations Universities
Rotary Clubs American Cancer Society

Survivors Celebrities

Clinical Streamlining
partnerships processes

. Documenting tools
Meetings to share and methods

ideas & information,
Workshops

Directory of  puild relationships, and
playersand  foster collaboration  Data collection &
expertise reporting results

© 2005, William M. Snyder

Outreach
methods

Visits  Capacity building
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Health Center case: The “theory of the case” for helping health centers engage community partners goes as follows: 

Reducing cancer mortality requires a complex mix of skills, technologies, and resources—which no single organization can provide

All players in the local health care system—including hospitals, clinics, government agencies, universities, advocacy groups, non-profits, community-based organizations and foundations, as well as the health centers themselves—depend on others to achieve healthcare outcomes

Today, many key relationships among these players are weak or non-existent

Health centers can play a central role to help weave system players together in ways that will leverage resources throughout the system and dramatically improve results for at risk, underserved people in their areas

The logic is straightforward, but the practice of weaving together multiple players—it could be dozens for a large urban health center—is daunting.  These relationships exist today, but often they consist of ad-hoc, one-off agreements that are formed to handle a particular case or manage a crisis, but they are not sustained or developed over time.  

Initiative examples: insurance financing, provider partnerships, foundation program designs, directory, population data base, etc. – expanding participation over several years; passing on leadership (question: other HCs in MA or beyond: State more helpful now?  Medical study of screening rates improvement (see Medical Care article; Snyder pubs); scalable to all HCs—via network of networks….






B . .
Collaborative leaders connect diverse players to Healthcare Case
realize synergies

_ _ _ Community-of-Practice Model:
Convf(?ntflfonaI.Partne.rshl.p Model: System-wide collaboration to improve
One-oft efforts; organization-centric results for all citizens and patients

|]|:| Evolution

@
City & Count @ Etc.
Health Dept’s. Specialists
Hospitals Faith
Organizations
Benefits of community-of-practice Leader insights:
approach include: - “We had been reaching out to partners one-by-one to
«Faster spread of innovations and improve screening and treatment. By bringing all our
transfer of “tacit” skills and expertise stakeholders together as a community of practice, we

-More leverage of complementary skills found we could kill 50 birds with one stone.

and influence across players - “| learned from this experience that it was possible to
eIncreased collaboration on action and add capacity by building relationships. One initiative
advocacy initiatives has increased access to mammograms for at-risk

women from 3 to over 100 per month.”

© 2005, William M. Snyder 8
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Source: National Cancer Collaborative pilot project; WM Snyder report, August 2006



According to Metcalf’s Law, the number of learning channels in a standard hierarchical model equals the number of nodes (for example, n=6), while in a mature peer-to-peer model, the number is increased exponentially (n²=36).  

Frederica Williams, CEO with business background, saw logic quickly when heard about it from peer organization at a learning network event (sponsored by NCI, et al.); and she took initiative; had help of staff; strong positive and committed response from Boston-area partners (culture advantage?); what other factors made this successful?

Note: the net can leverage and can also entangle; needs continuous cultivation; pruning and feeding; ebbs and flows; emergence, death, growth spurts; various organic metaphors; misleading with one that seems so much more essential than others; useful to have more representative graph….






o

Multi-level health-care civic
stewardship system

Healthcare Case: National Cancer Collaborative

System Objective: How maximize
resources at multiple levels to reduce
cancer mortality and morbidity?

Stakeholders Grasstops

/\ Visibility/Legitimacy

*Policy making/Funding

sGovernment

*Businesses

National Collaborative

sUniversities '
Iversitl Northeast Demonstration

*Media
NY CT MA *Programs/Research
*Non-Profits RN

*Collaboration

eFoundations
Roxbury

sLearning/Innovation

«Community

Activists — eImplementation
Knowledge-Sharing
oFaith sAwareness

Organizations '}Q’fergterﬂg}?t
_ | . Grassroots
«Constituencies ~Follow-up
(Income, Race, Q
Ethnicity, etc.) \
\ /
~ 7

For background, see notes under “View/Notes Page” in PowerPoint. © 2006, William M. Snyder
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Here is a description of the Northeast Cancer Coalition teleconferences from NCI participants:

The Community Coalition’s regional activities include monthly teleconferences as well as preparation and follow-up work done between meetings.  Participants on conference calls have included Collaborative faculty (from NCI, HRSA, IHI, and CPCA), health center representatives, and members from various state and community organizations (e.g. state health departments, local universities).  Sponsors’ participation has been crucial for convening and ensuring productive conference calls.  For example, NCI leadership prompted communication among community health centers, other community-based organizations, and state-level cancer programs.  The focus of these conference calls alternated among the four participating health centers.  Collaborative faculty chose one health center per call to discuss their activities related to the Chronic Care Model, and a representative from that health center came prepared to do so. 

*   *   *

The benefits of learning system participation—for local communities as well as state and national players—can be summarized in general terms as follows: 

Increased access to ideas, skills, and tools—from peers, experts, and stakeholders

Information about resources (at any level) such as funds, research, and expertise

Stronger working relationships and increased professional visibility across levels

Increased legitimacy of local communities with influential stakeholders

Bottom-to-top (and back again) alignment of research, technical assistance, funding, policies, programs and grassroots capabilities and challenges

*   *   *

The Northeast Demonstration’s two-level community structure provides a skeletal model of a multi-level learning system consisting of a constellation of interconnected communities of practice and related stakeholder organizations (see Figure 13 above).  An agency leader at the January conference compared learning system dynamics to “playing chess on a three-level board.”  This structural complexity may be what it takes to match the scale and difficulty of the problems to be solved.  

Constituent communities inter-operate at several levels of scale and may address a broad scope of interrelated issues.  Like communities of practice, a learning system enables participants to share resources, coordinate initiatives, and rapidly diffuse ideas and effective practices.  It also helps to realize synergies between capabilities at the “grassroots” (for discovering and implementing effective practices) and “grasstops” (for guiding and developing policy and research and for funding training and implementation).  



Source: W.M. Snyder, “An organizational approach for fighting cancer: Cultivating communities of practice at local, state, and national levels,” 2004.  Also reported in: “Implementing colorectal cancer screening in community health centers: Addressing cancer health disparities through a Regional Cancer Collaborative,” Stephen Taplin et al., Medical Care, forthcoming.


“@se clinic” questions for
analyzing a results team as a
community of practice

Domain

*Own and control *Access to living wage
economic power in jobs

«Collectively defini q itii neighborhood *Particular sector
¢ E ectively de |(;1|_n%_ant co’;nml ng *Employment for people opportunities:
0 Key Issues and Indicators: with records and construction, healthcare,

Levels of passion and focus? immigrants etc.

MC-Providence/FES

Cl I kehol I :
Clear value to stakeholders as we lllustrative*

as participants? :
Community

*Neighborhoods

*Youth Build

TARC Philly Peer Match
*John Hope Settlement

+Skill Up Rhode Island
*United Way of RI
«Jobs for the Future
*Dorca’s Place

*Right players involved?

*Trust and reciprocity?

: : *Women & Infants *Acorn
b(;ﬁ("ae;z\éz o(\:/\Cl)?T?[;Sert]ill’Fl)gor *CCRI Cement el Lie e
. o i DOL Offi f Chil R
partnerships? Stamping Program .CgRIO ice of Child w/ Records

Residents & Partners

*How are activities designed?
Mix of activities?

Action-Learning

. *EITC *Pilot projects
.'HOW are players learning about *Financial Education *Workforce scan
issues & each other? *Savings clubs *Plan employment
eIntegrating action & learning? *MRD strategies (people with

*Medical debt reduction records)

Source: Snyder, “Leveraging
Collaborative Capacity and
Strategic Clarity for Results”

* Description here is based on a brief review of an 2006
draft of FES strategy document, not site interviews
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Leadership: Network coordinator role

» Weaving behind the scenes: “It's the work behind the public
activities—including conversations, planning, etc.—that makes it
successful”

* Lots of collateral activity: “I thought the role was about paying me
to think and build relationships and organize partnerships and
focus on results. And all that is true, but there is a lot of collateral
activity to make that happen.”

*x * %

Leadership Syllogism:
oIf coordinator with strong strategy, sponsorship, and skills,
then robust stewardship community
oIf robust stewardship community, then exceptional results
(e.g., “close the gap” on kids ready for school)
*Therefore: If capable coordinator, then exceptional results

Sponsor and stakeholder challenge: Do we appreciate the
importance of network coordinators and what it takes to succeed?
Are we investing enough?

Source: W.M. Snyder, “Leveraging Collaborative
Capacity and Strategic Clarity for Results,” report for
Annie E. Casey Foundation, 2008

“What | need
to succeed”:

Coaching on
skills and

methods about
the
collaborative
process

*Time to build
understanding
and
relationships
among
residents &
partners

*Sponsorship
that visibly
promotes
collaborative
process as well
as strategic
results
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Insert re: syllogism: “all else equal…”

Mention the syllogism at bottom…

“work behind the public activities…”

What I need to succeed….


o

New leadership role: Coordinating the learning system

Conventional leadership:
The Manager

« Envisions organization potential and
develops strategies for success

« Establishes a hierarchy of goals based
on market data

« Oversees teams and divisions to align
activities and ensure accountability

» I|dentifies and addresses group and
individual performance problems

* Resolves conflicts and supports .
development

Note: Overall, success depends on both types, and others....

Network leadership:
The Weaver

Evangelizes for societal learning and renewal;
for “becoming better together”

Engages stakeholders to share needs and
aspirations and identity system opportunities

Discovers and organizes forums for leadership
coaching, connecting, and collaborating

Organizes mechanisms that report system
results & facilitate collaborative response

Promotes ongoing outreach, dialogue, and
development among diverse constituencies

© 2005, William M. Snyder
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Overall distinction: Ensuring coordination for stated result; fostering dynamic relationships for emergent, multi-faceted aspirations….

Communities of practice rely on a number of leadership capabilities, which generally are distributed across leaders who have particular strengths—“thought leaders,” for example, or “connectors,” “salesmen,” and “project managers.”  (See Gladwell’s descriptions of such roles in The Tipping Point; see also slide 35 in this document.)  The following capabilities are especially important:  

Credibility and expertise in the field;

Ability to network with key players and sponsors;

Ability to lead collaborative efforts and manage conflict;

Project management aptitude—converting ideas into actions and results;

Passion for topic and ability to communicate it to others;

Time—typically 5-20% of a leader’s time, and it would be more for many leaders if they had the flexibility and resources to invest as much time as they felt was warranted.

“I think leadership criteria should include: passion and energy for the topic, time (could be one-third to one-half or more of my time), access to resources, relevant to ‘day job’ (or professional interests), and ability to connect people (telling them: ‘you really ought to get together with so-and-so’).”

“It’s very important that we have ‘doers’ who will do some work; everyone should have responsibilities and clear goals—managing almost like a business, although it is voluntary.”

 “I don’t want to admit how much time this has taken”; “We worked nights and weekends.”  (I did not consistently ask during interviews for specific time allocations, but these three quotes suggest how consuming the leadership work can be.)

Source: “Organizing for Economic Development in Chicago,” W.M. Snyder



Weaver role can be distributed and more or less dynamic; leader(s) evolve over time—some become less central and more like typical “active” or “peripheral” participants.

Civic development depends on effective managers as well as weavers, including those leading collaborative projects as well as stakeholder organizations—across all sectors (public, private, and non-profit)



We graduate 100,000+ MBAs a year—and how many community organizers?




®
Communities of practice: Conceptual framework

... groups of people who learn together over time as they work in
areas of shared passion or concern.

» Where should sponsorship

» What are the key come from?
issues/problems to * Level of involvement: strategy,
address? legitimacy, access, funds?

» How to scope them
to match interests?

Sponsorship

» Time and skillg
for organizing

/ ’ & connecting?
* Credibility and
» \WWho are the w influence?
members ?

* Active core-
* Quality of their group
relationships?

 Participation
\Ievels?

\

» What is the ecology of
e Support learning activities?
 Professional » What are the elements
support? of collective knowledge?
» Technology? ) - —
* Liaison?
\-Logistics?

© 2006, Wenger & Snyder
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A type of network.  How depict as graph.  See the concentric circle version.  Relevance of SNA terms: structural cohesion, for example; community disabilities in terms of DCP.  Benefits from individual, group, organizational and societal perspectives.  Development.  Leadership….

Where does the concept come from? Social scientists have used versions of the concept of community of practice for a variety of analytical purposes, but the origin and primary use of the concept has been in learning theory. Anthropologist Jean Lave and I coined the term while studying apprenticeship as a learning model. People usually think of apprenticeship as a relationship between a student and a master, but studies of apprenticeship reveal a more complex set of social relationships through which learning takes place mostly with journeymen and more advanced apprentices. The term community of practice was coined to refer to the community that acts as a living curriculum for the apprentice. Once the concept was articulated, we started to see these communities everywhere, even when no formal apprenticeship system existed. And of course, learning in a community of practice is not limited to novices. The practice of a community is dynamic and involves learning on the part of everyone.  (Source: www.ewenger.com) (Plus: Early studies on mid-wives in Central America, tailors in Africa, Xerox repairmen in North America.)

Communities of practice consist of three basic dimensions: domain, community, and practice. A community’s effectiveness as a social learning system depends on its strength in all three structural dimensions.

Domain. A community of practice focuses on a specific “domain,” which defines its identity and what it cares about—whether it is designing brakes, reducing gun violence, or upgrading urban slums. Passion for the domain is crucial. Members’ passion for a domain is not an abstract, disinterested experience. It is often a deep part of their personal identity and a means to express what their life’s work is about.

Community. The second element is the community itself and the quality of the relationships that bind members. Optimally, the membership mirrors the diversity of perspectives and approaches relevant to leading-edge innovation efforts in the domain. Leadership by an effective “community coordinator” and core group is a key success factor. The feeling of community is essential. It provides a strong foundation for learning and collaboration among diverse members. 

Practice. Each community develops its practice by sharing and developing the knowledge of practitioners in its domain. Elements of a practice include its repertoire of tools, frameworks, methods, and stories—as well as activities related to learning and innovation.  (Source: Snyder & Wenger, 2004, “World as Learning System”)


o

Distinguishing Communities of Practice and Teams:
Complementary combination of learning and action

« Communities foster informal relationships and collective learning
« Teams focus on task coordination and accountability for results

1 [ 1 —43 3 r—1 [

swea|

AAAAAN

I [ Iy Iy
Community of practice
*Passion for issues in their domain

Internally-led; voluntary
participation

*Variety of activities for learning &
connecting

*Accountable for knowledge and
relationships

VYV Y

Team

*Clear, compelling outcome
goals

*Specified role assignments

*Defined strategies and
processes

*Accountability for program
results

© 2005, William M. Snyder
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Communities (CoPs): 1) “outcome” is emergent and hard to predetermine except in general terms; it’s about learning & relationships; 2) participation is driven by need and interest, not assignments;3) “tasks” are about learning, sharing & innovating; self-defined and emergent; sometimes standardized (such as website design and peer consulting on “case clinics”; 4) “accountability” is first of all to participants; if community decides to do a project with specific outcome (generally knowledge-related: produce a directory or workshop, e.g., then they form a sub-team to do that

Complementary roles: CoPs help teams gain capabilities they need and help members build professional skills and identity; teams leverage community & member capabilities and manage resources to serve customers and get results.

A parish can be viewed as both a team and a community: As a team it manages resources and delivers “services” (for worship, pastoral care, outreach opportunities, etc.) that meet members’ and stakeholders’ needs; as a community it is a context for belonging, relating, learning, and experiencing a shared spirit.  These dimensions are complementary, interdependent, and in practice, often hard to tease apart….  But these structural distinctions are nevertheless useful: They help identify both tensions and synergies and suggest development methods for addressing them.  See slides 19-20 for more on the parish/congregation as a community of practice.                                                       Other distinctions:

Diocese committees and commissions most often operate as “teams” as the term is defined here.

Networks: By definition, networks do not necessarily have communal interactions among the “nodes”; nor a shared passion among those in the network (network relationships may be separated by several “degrees of separation”; networks are useful for connecting beyond one’s own circle: do a deal, find a date, or find a job (“I found it through a friend who knew someone who worked there…”). 

Advocacy coalitions: These are not necessarily formed for members’ learning and development, nor for building relationships; the purpose is educating the public, influencing policy or spurring social change, etc.

Project teams: Generally focus on a particular outcome and wrap up at a pre-determined time.

Centers of excellence: The center is the repository and disseminator of knowledge; often run by corporate staff; not necessarily with an emphasis on peer-to-peer learning

Communities of interest: These are people with an interest, e.g., Red Sox fans or book club members; but they do not aspire to apply the practice; they are an audience of practitioners, not practitioners themselves.

Many of these structural forms (and others, such as classes and workshop groups) can be cultivated as communities (see slides 12 and 13).

Often terms are confused: inter-parish collaboration does not necessarily constitute a community of practice. For example, collaborations about Habitat for Humanity, Diocesan day camp, and outreach-type building projects are not necessarily communities of practice, unless the emphasis is as much about peer-to-peer learning and development as it is about achieving a particular outcome (such as building a house, educating kids, or renovating a church basement).


o

Community of practice development framework

Stages of development

& related activities

It forms an identity,
takes charge of its
practice and grows

The community is
established and acts as
a strategic steward of
its domain

Members
come together
and launch a
Loose netwc_)rk community
of people with
similar issues
and needs
Coalescing
Potential
- Design
Discover community
common roles and
ground and activities;
imagine a peer problem
community solving

Evolution from ad-hoc to strategic...and legacy

| / Maturing

Coordinate variety
of learning
activities—formal
and informal;
recruits broader
participation

See Cultivating Communities of Practice, 2002, chapters 4-5; see also pp. 52-60 in
www.businessofgovernment.org/publications (Authors: Snyder & Briggs)

Stewardship.

It has fulfilled its
potential; subdivides;
or mainstreams

Sustain energy, set
standards, educate
novices, establish
legitimacy and
influence on results

~ Legacy

Celebrate
accomplishments,
generate new
communities, or
institutionalize roles
and practices

© 2005, Wenger & Snyder
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Presentation Notes
As for all Community of Practice slides in this section, see references via Index in “Cultivating Communities of Practice,” Wenger et al., 2002, Harvard Business School Press.



For detailed content on stages of development, see chapters 4-6.

See also pp. 52-60 in www.businessofgovernment.org/main/winners/  (Authors: Snyder & Briggs)



http://www.businessofgovernment.org/publications

o

N

lllustrative Leadership Structure: Chicago Mayor’s
Council of Technology Advisors

_— Weaver(s)

Contributing institutions
g _—

Sponsor board of advisors

include businesses, : S

[ represents an array of
: constituencies and provides

government agencies,

overall guidance

universities, and non-profits

Committee of executive :
co-chairs and various "/
group chairs defines Lever sub-
priorities, recruits commfttees
leaders, and reviews /

progress ”

Key characteristics:
-Voluntary
-Boundary-spanning
-Multi-membership
-Evolutionary

Legend: Vertical dotted lines indicate multi-
membership of participants in diverse roles

*a.k.a. civic communities of practice

Support team

Vi : provides coaching,
Aever Industry coordination, and
7 working Sector logistics
groups groups

—

. Stewardship groups*

‘ analyze issues and develop

- . initiatives to build capabilities

____ Project teams and partner

organizations implement

initiatives

Source: “Organizing for Economic Development in Chicago,” 2001, W.M. Snyder
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Presentation Notes
Networking leaders: Steve Mitchell, Michael Krauss, Paul O’Connor, Katherine Gehl, and others helped group leaders connect to relevant experts, sponsors, organizations, and constituencies:  “Katherine Gehl, for instance, is a tremendous force in getting people together: ‘You should talk to so and so’; Shaye Mandle does the same—it’s a very friendly environment; people are looking to work with you.” 



Mix of forms; hybrid forms.  Teams and “execution” organizations doing what they do best.  How the weaving occurs amongst these elements; the dynamism of the elements.  Various leadership roles related to each element.



This figure uses terms applied by participants in Chicago initiative.  Thus, though they informally refer to the “committees,” “working groups,” and “industry sector groups” as “communities”—these were names used in formal context.

In the Chicago paper, I also referred to them as “stewardship groups” because I was concerned the term “community of practice” on its own would be harder to understand (I used both in the paper).

The distinctions between “lever” groups and sector groups was one made by participants, based on labels used in a consultancy’s strategic economic analysis that helped initiate the overall project (figures from the report are included in the Chicago paper).


®)
What drives high levels of civic participation and leadership?

* Mayor’s Council on Technology Advisors (MCTA) and
McKinsey & Co. report identify compelling opportunities
» Personal invitations from respected peers and
civic leaders are persuasive

» Civic spirit is a key factor: “My life has been devoted to
technology and | want to see Chicago succeed.”

Perceived

Opportunit
Visible accomplishments PP 4

& participants’ positive
experiences increase
energy and reinforce
commitment

Regular executive
reviews help “keep us
on track” r

“I am meeting people
that will help me develop
new opportunities

for our company.”

« Mayor’s visible commitment and
track record encourages leaders
to create ambitious plans

» Legitimacy as chair of an MCTA
initiative opens doors

» Staff support for logistics
leverages “value for time”

sAltruism
and

enlightened

self-interest

differengk

“My motivation is 60-70% caring about the city
and thinking Chicago can do much better than
we’'ve done with small amounts of effort; and
30-40% to benefit our firm. If the city does
better, it's better for us and for others in the
tech sector. | also enjoy working with other
people who are doing these kinds of things.”
-- CEO of mid-sized telecom firm

Source: “Organizing for Economic Development in Chicago,” 2001, W.M. Snyder
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Source: “Organizing for Economic Development in Chicago: A case study of strategy, structure, and leadership practices,” William M. Snyder, unpublished paper, 2001 – wsnyder@socialcapital.com 




o

An ecology of network leadership functions

Project leader to
organize projects
and drive for results

Sponsor for
legitimacy, influence
and political cover

Thought leader
to provide expertise
and credibility

Community leader
for overall coordination
related to a civic practice

Evangelist to
recruit interest
and support

Event organizer
to pull people
together and
catalyze community

i Networker for linking
| across personal networks
! and organization or

- practice boundaries | ~~. _
Broker to combine

link key players— complementary constituencies
within and across and capabilities—e.g.,

groups business and science; idea
generation and implementation

Connector to

Source: “Organizing for Economic Development
in Chicago,” 2001, W.M. Snyder


Presenter
Presentation Notes
See “Tipping Point” for example of ecology of leadership schema: salesman, connector, and maven (here: evangelist, networker/connector, and thought leader  Some roles more team-oriented, such as project manager; how do we think of “thought leaders” in terms of collaborative or directive, for example; how describe effectiveness for different types?  If we unbundle them, how integrate them?  Rector who acknowledged he did not have all the gifts needed in community.  St. Paul’s letter to community about distribution of gifts/ charisms; part of one body.


o

Community of practice leadership roles

Coordinator/
Core group

*Help identify key issues
«Coordinate activities
*Recruit participation &
weave relationships
*Moderate online activity
and resource base
*Promote network with

stakeholders
*Planning and developy

Sponsor

«Strategic perspective
Influence, Legitimacy, Visibility
*Resources (relationships,
experts, funds)

="

Participants &
Core Group

/ / .
eldentifying issues

*Sharing ideas, innovating &
helping peers

*Building relationships and
social capital

\ «Collaborating on initiatives

Support

*Coaching for sponsors & coordinators

*Education on community-of-practice approach

Logistics and follow-up for activities

*Help design, install, and support collaborative technology
*Develop measures and document results

sFacilitate communication between sponsor(s) and
community(ies)

© 2005, Wenger & Snyder
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Importance of core group.  Say more about that as critical mass; how emergent dynamic; what makes for strong core group.  Multiple types of core groups?  Communities of _types_ of leaders (see unbundled version earlier)?



Key issues:

Time required—typically full-time coordinator for active community

Skills—to match range of functions; may require multiple people

Participant leadership is key (see ecology of leadership)

Sponsors especially for “strategic communities”

Coordinator is critical success factor








Civic leadership for vibrant civic engagement is crucial, and

It’s largely about weaving connections

“Governance is a network of relationships.”
— Robert Grow, Envision Utah

“Relationships are tantamount — my job is herding cats....”
— Caroline Cunningham, Washington Board of Trade

“Our leader networks provide a place for safe conversations to
take on tough issues; leaders get connected quickly on topics
they care about.”

— Shelley Lauten, Orlando Chamber of Commerce

“The civic sector is the ‘sacred sector’ where we take off our self-
interest hats and ask: ‘What’s best for our community?”

— Deborah Nankivell, Fresno Business Council

“Networks are the heart and soul of the thing...that's what has
produced the architecture, all the Nobel prizes, the world-class
symphony and museums, and the quality of life.”

— Paul O’Conner, World Business Chicago

“[Civic Entrepreneurs] restore civil society by helping people work
together....”

— Henton, Melville & Walesh, “Grassroots Leaders: How Civic
Entrepreneurs Are Building Prosperous Communities, 1997

The figure of speech that’s
needed here is an Open
Door [vs. ‘The Vault'] —an
invitation to a wide variety
of interesting and willing
players to be ‘boundary
crossers,’ to work with
people in other sectors to
advance, with serious
purpose, even impatience,
the shared interests of a
Boston region....”

-- Neil Pierce & Curtis
Johnson, “Boston
Unbound,” 2004

© 2005, William M. Snyder
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Presentation Notes
Leadership is key to the successful development of stewardship groups.  Leaders of successful civic initiatives insist on the importance of being selective about recruiting champions for various sub-initiatives—looking for people with “competence and character,” with passion for the issues at hand and who are fun to work with.  (As volunteers, enjoying the work is especially important to sustaining participation.)  In some cases, it’s necessary to ask leaders to step down.  (For more on leadership, see appendix pp. 33-38.)

Quotes listed are from various sessions at the November 2004 Salt Lake City ARS Meeting.

A conversation during one of the breaks: 

I asked one leader to describe what brought the leaders of her coalition together, and she responded by describing in some detail the lobbying and legislative processes, various obstacles along the way, which groups had done what, etc.

I asked her to take it down a level and talk about the people in those sectors and those organizations—as key representatives, what did it take for them to talk with each other, overcome distrust, and work together?

She said she’d have to think about it.  After a pause, she had much to say—and concluded that unless those leader-to-leader interactions had succeeded, the legislative progress would not have happened.

But, she said, she had never been asked to tell this story.

What more can we learn by asking the story about building relationships and  mutual understanding, and increasing awareness of shared values?  How much could we help ensure and accelerate success?

References: “The power of invisible networks,” R. Cross (co-author), 2004.  “The tipping point,” M. Gladwell; “Civic Entrepreneur,” D. Henton et al.

[Note on developmental challenges of leaders at all levels…  Cf. Kegan’s “In over our heads.”]

Story of Alabama leader; and the network of leaders she and others—all women—formed via common coach and personal relationships; why all women in these cases?  What status, skills, social capital did they have, etc.?  Development-in-place


Source: NASA — “Earthlights”

World community

“By making communities of our cities we take a giant stride “But at some point in our lives, we all have to
toward world community, and in the end lasting peace will decide, as hard as it's going to be, we are going
come when...world community has been achieved.” to join together, lock arms, and go about the

-- Lawrence Hayworth, The Good City difficult but noble task of remaking this nation,
block by block, county by county, state by
state...and you and I together will change this
country and change the world.”

-- Barack Obama, Texas Primary Night Speech

“Never doubt that a small group of thoughtful,
committed people can change the world.
Indeed, it is the only thing that ever has.”

— Margaret Mead



Presenter
Presentation Notes
Obama speech at: www.washingtonpost.com/wp-dyn/content/article/2008/02/19/AR2008021903257.html



As a founding civic leader in Chicago wrote 100 years ago: “Make no little plans, for they fail to stir man’s blood.”

“Earthlights” at: www.globalwarmingart.com/wiki/Image:Earth_Lights_from_Space_jpg

Importance of meaning—stone cutter making a cathedral—especially in voluntary network context.

Given types of problems solving; and approaches now learning—seeing the power of an approach at new level of influence.  We could not “manage” the world in conventioanl ways, but the network model does embody a stewardship model that is scalable; it is a qualitatively different model; consistent with “complex, adaptive” systems, but as learning now, we can be much more explicit about _how_ to do this.

“We are the change we are looking for” means that what we are doing—change in policy or even civic outcomes—is not the deepest level change; the deepest change is the “we”; and this is understood in terms of collaborative capacity (see AECF); in terms of cultural mindset; zeitgest, world view; it is a social movement for see collaborative capacity as the agency for changing the world; civic stewardship is the essential gene of world design.  Perennial capabilities related to shared higher purpose, compassion, and learning. 




Appendix: Related slides

« Communities of practice: Dimensions and development model
« Various perspectives on civic networks



DOMAIN: What the community is about...

Success Factors for
defining a community’s
domain...

Opportunities for
skills/visibility

Immediate

Close to impact

@ heart
Shared
Stakeholder Clogtrekto interest
value i
: Long-term
Unique
challenges

Pitfalls:

*Defined by external
mandate

*Superficial—not practical
or problematic enough

*T00 narrow—or too
broad...

© 2005, William M. Snyder
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Presentation Notes
Without commitment to a domain, a community is just a group of friends. A shared domain creates a sense of accountability to a body of knowledge and therefore to the development of a practice. It guides the questions they ask and the way they organize their knowledge. It helps them sort out what to share and distinguish between a trivial idea and one with real promise….

It is a lot easier to define a domain when there is already an established discourse, as is the case of a professional discipline, but what brings members together is not always in line with recognized topics…. 

Whatever creates common ground among them, the domain of their community is its raison d'être. It is what brings people together and what guides their learning. It is what defines the identity of the community, its place in the world, and the value of its achievements to members and to others…. 

A domain is not a fixed set of problems. It evolves as the world evolves and as the community’s understanding of itself and of the world evolves….

Mapping domains and defining their content and scope is an art. A good domain is not merely a passing issue, like the choice of a new supplier, which can be addressed by a temporary task force. It concerns issues that have persistence and where sustained learning is necessary.…

A domain is not an abstract area of interest, but represents key issues or problems that members experience in their own lives….

The most successful communities of practice thrive at the intersection between the goals and needs of an organization and the passion and aspirations of participants.  If the domain of a community fails to arouse members’ passion and active engagement, the community will flounder. Conversely, if the topic lacks strategic relevance to the organization, the community will be marginalized and have limited influence. This intersection of personal meaning and strategic relevance is a potent source of energy and meaningfulness. Domains that provide such a bridge are likely to inspire the kind of thought leadership and spirit of inquiry that is the hallmark of vibrant communities of practice.   (Source: Wenger, McDermott & Snyder, “Cultivating Communities of Practice, HBS Press, 2002: pp. 30-32.)


COMMUNITY:

relationships

Success factors:

*Open to diverse forms and
levels of participation

eInternally led—with
coordinator and core group
as anchor

*Mutual commitment and
interpersonal skills

Pitfalls:
*Forced participation
«Cliques and factions

sImpermeable boundaries;
isolation

Who participates and guality of

& ) ) o
) i transactional

i . é d

il

| [

u Lﬂf

47 y RN
il § i i
W |l Il
lurkers <5 e
‘:"l N\

3]
a ? peripheral q
! i
| ! ﬁ W
occasional

expe

outsiders
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Presentation Notes
Key leadership roles anchor the community: Coordinator and active core group

Layers of voluntary participation—more or less intensive; depending on interests and activities

Members shift participation activity over time 

Profile of layers depends on numbers, life-cycle, and nature of community



Parishioner: “The outreach commission makes it easy for me to participate—activities are well organized and all I have to do is show up!”



Bishop Tom Shaw’s book, Conversations with Scripture: Building a Christian Community, proposes a number of community development questions generated by an analysis of the challenges faced by the early Christian communities (p. 24):

What is hardest for you about living in the community of a parish?

What are some of the issues of living together in a parish family that frequently surface?

In what areas of communal life could you use some practical or spiritual guidance?

Shaw also suggests reflection questions from an “appreciative inquiry” perspective: “Pause for a few moments now and think about why you are particularly grateful for the community of the church.  Reflect how it is through this community that you are desiring and coming to a deeper relationship with God.  Talk to each other about how that relationships or desire couldn’t have grown the way it has if it weren’t for these people with whom you pray every week...” (p. 13).

Additional questions to consider: What factors contribute to our community’s vitality?  How could we experience more of that?  (See also questions regarding the congregation as a community of practice on slide 19 and on its Notes Page.)






Ecology of community learning activities for practice-
development & diffusion

Mix of formal-informal, public-private, f2f-virtual, rhythm & intensity

One-to-one
interactions by
phone and email
help share ideas,

Virtual space for efficient
information-sharing, Q&A,
surveys, and peripheral
learning

get help, and build
relationships.

Workshops,
videos, manuals &
coaching educate
members on how
to apply codified
tools, frameworks,
and methods

Teleconferences provide for
low-cost, interactive problem
solving, idea generation,
and education

Source: Snyder & Briggs, 2003, pp. 13-16
www.businessofgovernment.org/publications; see also

pp. 128-135 in “Cultivating Communities of Practice”

\ L

Face-to-face time provides access to
practitioners, builds trust and fosters
sense of joint enterprise that
increases productive participation in
all learning activities.

Website contains basic material,
directory and bios, links to resources,
case studies, tools and frameworks,
lessons learned, etc.

-

Projects build
new
knowledge
and produce
new insights,
tools,
documents;
also build
relationships
and sense of
joint enterprise

On-site visits provide
opportunities to learn
methods and gain
insights and motivation
in context; also foster
closer relationships
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http://www.businessofgovernment.org/publications

o

Steps for cultivating a civic stewardship group

Discover others who share passion for a particular set of
roblems or opportunities (e.g., housing, transportation,
jotech sectors)

e Convene a requisite mix of players to identify issues, share
aspirations, and get to know each other

e Coordinate a portfolio of initiatives—short and long-term
projects (low-hanging fruit and stretch goals), learning
activities, etc.

* Develop understanding and expertise, weave relationships,
take action, publish results

e Build a “civic infrastructure” that provides social and
technical support for community networks—nhigh-level
sponsorship, leadership coaching, public forums, media
attention, collaborative technology, etc.

"The technology industries were fragmented without a sense of commonality.
So we started getting people connected and networked and building a sense
of the technology community.” -- Executive Director, World Business Chicago

* A small group in Denver coalesced » The head of the lllinois Medical Center

CSG success factors:

Skilled group
coordinators and
organizers; aka
“weavers”

Compelling issues ripe
for making progress

Mix of stakeholders and
expertise

Citizen leader
opportunities for “self_
interested altruism”

Effective tools and
methods for promoting
participation

Sponsorship for
resources/influence

Measuring impact,
reporting results, and
promulgating civic
success stories*

to address a major transportation coordinates the “Chicago Biotech e On line infrastructure and
initiative; convened 31 mayors, Network”; they hold regular meetings other logistical support
businesses, interest groups, etc.; that include scientists, university deans,
conducted citizen education efforts; pharma companies, angel investors, city
and achieved visible results economic-development staff, etc. —
50MM in new start-ups attributed to new * For an example of a civic indicators program,
connections in one year see the Boston Indicators Project at

© 2006, William M. Snyder www.tbf.org/indicators/housing
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Presentation Notes
These steps outline typical activities—the first three are typically phases of development.  For reference, see stages of development for communities of practice (chapters 4 & 5 in “Cultivating Communities of Practice”).  See also: “Grassroots Leaders for a New Economy,” Henton et al.



I use the term “communities of practice” throughout to emphasize the action-learning orientation of these issue-based civic groups.  This learning orientation, I argue, is crucial for cognitive and social complexity of issues we face (that is, solving problems as well as getting to know each other across many boundaries).  The focus on learning provides more degrees of freedom for finding common ground on which to build collaboration action initiatives; also, more likely to attract leaders with an other-inclusive orientation; curiosity about the world and others.  (See Funders’ Collaborative case.)

[Applying community of practice concept to these groups leverages the extensive work in this area on development activities, success factors, etc.  In other contexts (e.g., Chicago case) I have referred to them as “stewardship groups.”  Given the aspiration that these groups will provide ongoing stewardship for civic outcomes and the possibility that such accountability will become more institutionalized over time, it may be that the term “stewardship groups” is more appropriate.  For now, I have defined these groups in terms that are consistent with mature communities of practice (see community of practice development model in Wenger, McDermott & Snyder, “Cultivating Communities of Practice, HBS Press, 2002.)

http://www.tbf.org/indicators/housing

How to develop stewardship groups: Guidelines and challenges

Domain

Community

Practice

Sponsor

Context

Basic development
activities

Success factors

Chicago Economic
Development case

Typical difficulties

*Group leaders analyze
context and identify key
issues

eInvite broader group to vet
issues, gage interest, and build
relationships

*Undertake projects and
knowledge-sharing events to
build capability

*Cultivate sponsors for
influence and resources

*Establish ways to assess
progress and provide
logistical support

*Members are passionate
about topic; strong civic
ethic helps: “Make no little
plans”

*Capable group leader with
time to contribute; energetic
core group

*Mix of initiatives to create
short- and long-term value

*Sponsors have power and
a stake in success

eInfrastructure keeps up
with expansion and
aspirations of group

Cynicism or over-reliance on
“market forces”

Lack of information, urgency,
or ambition

Distrust — “university
deans fought like cats”

Stratification — “eagles
only talk to eagles”

Spread too thin;
fail to partner with
“execution arms”

Sponsors underestimate
investment needed; parochial
self interests

Insufficient resources &
logistical support to grow
beyond ad-hoc level

Source: “Organizing for Economic Development in Chicago,” 2001, W.M. Snyder



The evolution of funder collaboratives—collective
learning spurs coordinated action, and so on...

Action: Increasing levels of
collaboration on strategy,
funding, and advocacy

*“It's hard work, but I think
people are looking to us to
make this happen more and

Pooled
Funding

o

A

Collaborative
Learning-
Funding-Acting

J

more.” Coordinated

«Our involvement ranges funding

from watching collaboration _

take place through . Lee}mmg

encouragement to Affinity Circle

facilitation and Independent Group

management.” actors

< : : : > Learning: Increasing commitments
. . to joint efforts for learning,

Pooled Shared learning, Collective inr{ovation and diffusiong
Funding Coordinated Learning ’

action

Quotes from October 2006 Regional Funders Association
Survey (Snyder/ABAG)

Cf., A.C. Buhl, “Local Donor Collaboration: Lessons from Baltimore
and Beyond,” 2004, pp. 3-4, www.abagmd.org


http://www.abagmd.org/

Key principles for effective civic development organization

» Support from influential

cople * Ambitious
P p  Prioritized
» Dedicated people . L
* Reviewed/updated periodically
e Long-term

commitments

Leadership and Compelling
sponsorship agenda
» Government, academic
» Agreed Effecti _ ' :
. ective -
deliverables _ nonproflts and for
. : involvement of profits
« Quantifiable Success metrics ke Steer tee f
metrics tracked S €erng commitiee for
constituencies community linkages
Effective forums :
and Appropriate
. resourcing and
communication -
_ vehicles accountability
* Meetings a_md open forums to » Leaders clearly designated
exchange ideas .
L .  Individuals volunteer
 Communications with broader .
public * Team is accountable for results

Source: McKinsey & Co. o . . , ,
Cited in: “Organizing for Economic Development in Chicago,” 2001, W.M. Snyder



Boston Housing example: An embarrassment of unconnected,

underleveraged civic riches...

Need engage
participation of
diverse
constituencies

*Businesses *Universities *Nonprofit

“Big Civic Leadership’ is an old model...The
trick is to create connectivity and alignment.”

“There’s already a single crisis glaringly posed to have ILLUSTRATIVE
devastating impact on the region: stratospheric housing prices...”
“Govern-ment .Neighbor- «Labor s *Religious
hoods Orgs
||
Opportunities for
learning, —

.

connecting and

collaborating

Need connect
range of

LSS . - *World-Class

initiatives to eLeading the *Building Blocks Housing

hi i i ,
ac |e\i/rtrewr)na%>§|mum S fealpeian Cooperative

Increase housing Impact state Attack barriers to

supply by 7,500 units;  legislative strategy supply and
*Objectives protect existing construction
afford-able housing — Build units

— Mayor’s office — Citizens HPA — Housing Partners
— BHA, BRA, DND — Mass Housing — Northeastern Law
. — Federal & state Association — Fleet/Fannie Mae
*Participants _ iati
government Mass Association of _ center for Urban and
— LIsC CDCs Regional Policy
— CEDAC — Mass Nonprofit
— Boston Community Housing Association
Loan Fund

Adapted from Source: McKinsey & Company, 2001

- “...tribalism, parochialism and aversion to

cooperation still stop us from getting things done.”

*Housing 2000 *Emerson «Greater Boston e
*Home Again College buildout Interfaith
— Transfer surplus land— Increase residence — Underwrite — Size problem

for development
— Streamline regulation

construction on
large, city-supported
lots

space for students Release surplus land

Cardinal Law
Father Groden

— City of Boston — Emerson College - GBIO

“Richard Florida uses the term “squelchers” (borrowed from Jane
Jacobs) to describe ‘those political, business, and civic leaders who
divert and derail human creative energy by posing roadblocks, acting
as gatekeepers, and saying no to new ideas, regardless of their merit.’
... But that description sounds familiar enough from an earlier,
stodgier era of Boston's history, and how much we've put that behind

us is an open question.” -- Boston Globe, 2005 15



Stakeholder engagement matrix

Analysis/
Stakeholders

Current
relationship

Ideal relationship

Challenges

Action steps

Resident constituencies
(demographic, issue-based,
etc.)

Non-profits/grantees

City/County/State
government agencies

Community-based
organizations

Universities/experts

Various foundations (family,
corporate...)

Board members

Businesses

ETC.

© 2005, William M. Snyder
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Mapping strategic priorities and corresponding civic groups

Stakeholders From civic scarcity to “social wealth”

*Number and diversity of
players engaged (private, Lt~
public, non-profit; grasstops Q A A A c

and grassroots, etc.)? [ ] ! 4

x ' ENCE
«Stakeholders at table O y ' ] y
effectively represent their See__ . < A -
constituencies?

————

*Building understanding and
long-term relationships? A []

© 2006, William M. Snyder
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Places, Issues, and Stakeholders are 3 of 4 dimensions included in a general framework of societal learning systems.  The 4th dimension is about the array of methodologies that can be used to promote action-learning for social change; methods include media, legislation, standards, education, research, multi-stakeholder dialogue, and others. 

Cf. Emerging mapping technologies: R. Cross work on personal networks; various tools for mapping cities by demography, built-environment, civic uses, etc.



[From Snyder & Wenger chapter on “world design”:] In many cities, multisector coalitions or alliances are formed to take on a pressing issue such as improving urban schools, increasing access to low-income housing, cleaning up a business district, or building a stadium, park, or cultural facility. These coalitions, however, generally do not take sustained responsibility for stewarding a civic domain or for bringing together the full array of stakeholder constituencies to identify and address short- and long-term priorities. 

One way to assess the level of civic stewardship in any city or region is to map the prevalence, inclusiveness, and effectiveness of civic communities of practice (also known as coalitions, associations, partnerships, and alliances, among other terms) who take responsibility for clusters of issues related to particular civic domains, such as education, economic development, health, housing, public safety, infrastructure, culture, recreation, and the environment. The reality is that in many cities these domains have no explicit stewardship, or they are left to public agencies or to a menagerie of disparate, often competitive and conflicting organizations that carve out small pieces of the puzzle—regarding housing availability, for example—but do not coordinate efforts or leverage a common base of expertise and resources.

Fukuyama, Putnam, Florida and many others argue that social wealth (social capital; “quality of life”) is foundation for economic vitality.






®
Social network analysis of organizations working on the

same issue, but not necessarily together

Figure 2. Interaction beteesn groups working i the Colorado River Dela

(Collaboration).

e
- ,—
— # ' f»\i‘ _
Analvsi . .; < :ﬁ, i ;__-
ysis of collaborative (| Lo
interactions among 'i: '_ = ﬁ;' _—
organizations (non-profits, ¢ s Q{ s
government, university, : 'h
business, and multi- e
stakeholder) in the U.S. and
Mexico regarding Colorado g
Delta conservation and
SOcCio-economic issues Figure 2 shows how there are some onganizations that are more ceniralized than

others in their exchangs of rescurces. and 3 faw organizations that are atliachsed
t this lewel of the network just by the one other organization. Figure 10 shows

there are some groups compleely isclated when it comes to shared resources

and joint veniures.

Source: “Levels of Collaboration among Government, Research, and NGOs
for the Conservation of the Colorado River Delta,” 2005
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Presentation Notes
This material is excerpted from a draft of a thesis and a working paper to be submitted for publication in 2005-2006.  For citing details and reference list, please contact the author, Jose Marcos-Iga at jmi@ag.arizona.edu. 



For an brief paper that outlines stages of network development and civic applications, see: “Building smart communities through network weaving,” by Valdis Krebs and June Holley: 



 

 


@afeCities: A multi-stakeholder, multi-level response
to a national rise in gun violence

Atlantic City, NJ
*Centinella Valley, CA
Detroit, Flint, & Inkster, Ml
*Fort Wayne, IN

*Fort Worth, TX

*Los Angeles, CA
sLouisville, KY

*King County,/Seattle WA
*Miami, FL
*Springfield,MA
*Highpoint, NC

A network of 11 SafeCities Local Partners, Federal Agencies and ORGANIZATIONS ENGAGED:
National Organizations

sLocal Partners consist of cross-sector coalitions that include: Mayors, Police
Chiefs, District Attorneys, Faith Leaders, Hospital Executives, as well as
leaders of Non-profits, Schools, Businesses and others

*Federal Steering Committee: COPS & ATF, Justice, Treasury, and HUD
*COPS (Community-Oriented Policing Services/DOJ): Project director and
core staff team, web site, annual conference, and facilitation

*ATF: special agents, firearms tracing, GREAT program, and facilitation
*Steering Committee: guidance, conference calls, integration of existing
resources, federal champions, and some facilitation

*Sponsorship from the Vice President’s Office; Reinventing Government

*U.S. Conference of Mayors

*Attorney General’'s Gun Task Force

eLaw Enforcement Television Network
eAmerican Society for Industrial Security
*National Crime Prevention Council
*American Prosecutors Research Institute
eHarvard School of Public Health

«Joyce Foundation

*Reinventing Government Execs & Experts
*National Grant Managers Association

See W.M. Snyder & X. de S. Briggs: www.businessofgovernment.org/pdfs/Snyder_report.pdf; pp. 26-32)
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Success Stories: Miami, FL 

 Achieved dramatic reduction in drug/gang violence through community policing and undercover operation

 Coalition: Ad Hoc until recently

 Safe Cities contribution: Champion, Convened city & county police departments, U.S. Attorney, state prosecutor, ATF, and federal agencies.

Ft. Worth, TX

Achieved dramatic reduction in gun violence using balance of prevention efforts and Project Exile model.

Coalition: Bass companies, mayor, police chief, prosecutors, ATF, crime prevention center.

Assistance: Champion, Publicity, sheriff connection, engaging faith leaders, youth violence prevention.

King County/Seattle, WA

15th Largest Sheriff’s Dept. in Country

Coalition: Sheriff, 30+ cities with police chiefs and mayors, ATF, State Corrections, Federal & Local Prosecutors, Fish & Wildlife, etc. 

 Assistance: Champion, SafeCities Forum on Gun Violence, COPS/NCPC/DEA/ONDCP Connection, and Ft. Worth Summit

For complete story on Safe Cities, (like 2 others on other topics, Healthy Families and Workforce Development), which was sponsored by Vice President Gore’s Reinventing Government office, see “Communities of Practice: A New Tool for Government Managers,” W.M. Snyder and X.Briggs at: www.businessofgovernment.org/main/winners/  (For more on the SafeCities story, see pp. 26-32.)  Also see unpublished document: “Safe Cities: Building and Sharing Knowledge for Stronger Cities,” W.M. Snyder, 2001. 



http://www.businessofgovernment.org/pdfs/Snyder_report.pdf

%ational Learning System for Smart Growth and Livability e

Sierra Club chapters
Co,
Stakeholders & Q Issue Groups

Constituencies «Architects

*Government agencies \ *Planners

«Community groups *Environmentalists
*Diversity and
equity

*Real estate

*Non-profits

*Businesses .\

*Foundations ) . *Public health

-Universiies @ *Business

*Poor & development

Rich Network Stewardship *Recreation

*Colors,  Core Group

Ethnicities,

& Faiths *The Funders P U.S. Chamber

PACS Network & partners of Commerce
s , chapters

*Minneapolis 1-35

«California Smart .
Partnership

Growth Alliance

Communities of Practice that connect local *Long Island
- . . CI‘OSS-CIty coalition
Source: Smart Growth Funders coalitions within and across metro areas

Forum Report, W.M. Snyder, 2003
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A national smart-growth learning system systematically connects the activities of hundreds of local coalitions nationwide to leverage their collective capacity for learning, action, and advocacy.  This system can also link these civic alliances to an array of issue-oriented groups and stakeholder organizations (both local and national) that can provide expertise, funding, and political influence.  A learning system of local coalitions and national issue-focused groups exists today, but in a latent, ad-hoc form.  An sponsoring “core group” can coordinate with leaders in the field (including non-profits, government agencies, businesses, universities, and others) to leverage collective resources and spur development of the system.  A stronger learning system is a crucial foundation for achieving the ultimate smart growth scenario: a nation of livable communities. 

In effect, the learning system has three dimensions: one on peer-to-peer learning across localities; a second on the range of issue-based resources (for example, expertise, funding, advocacy); and a third on the diverse constituencies and stakeholders involved (organizations, demographic groups, PACs, etc.). 



[A fourth dimension of the learning system not represented here is one on the array of methodologies that can be used to promote action-learning, such as: media, legislation, standards, education, research, multi-stakeholder dialogue, and others.  See slide 52 for example; for broader array of methods, see pp. 64-65.]



Source: Smart Growth Report, W.M. Snyder, 2003


Cancer Collaborative Virtual Center
for a Vibrant Learning System:
Communities, Organizations,

Local level .- .
Communltles"_' g

@ 1,
..

\ . . —
Sy Sl .stteleve Topics & Activities
e 10D o) | S~>—__-~- p
BRSNS Communities
' )I,—_.- -O~~\ e |
NOPT AN @S N ' | === -- ==
= Tt O , Teleconferences | ,  Community 1
”(\_\-lo\! s, | *Speaker w/ Q&A | ' Participants !
,’ o e _ - < ' ePractitioner Success Story e Emmemsmsmee=—=
O \ | +Tool Demonstration (Webex) ~1------------: Overall System Stewards
S S —— L  Directory «Practitioners
| Topic-related content . of Profiles «Coordinators/Core Groups
| sSuccess stories _ © *Sponsor Group
|m—————— | | *Tools/methods National o *Support Team
1 Ecology of 1 i *Articles Communities 2 Topic Experts/
I Activities 1 | «Survey results -
I 1 . ~Q Researchers/Specialists
| for | 1 *Resources/links Ot / P
; Learning 1 eNews | L
I and I ! «Project updates | Organization Stakeholders
: , Q ;
: _C_ODr_]e_CEn_g_: i Calendar of events o // «Government agencies
R CRERTCEEENEEE i ] 29 *Non-profits
, Projects on Topics o «Doctors/Associations
i *Streamlining i -Orgamzatlon issue 8 *Funders
-golf;ware systemi Emergent topics o) Medical Centers
| +Self-management  } e REBEERREEEEEEEEEEEE R . "
 *Follow-up " Face-to-Face On-line Learning Center Elected officials
| eMeasures U Conf Workshons/ «Announcements of events, new ~Community groups
\ Leadership 11 LONTErences/vorkshops content, profiles, grants *Universities
' oEfc. 1 Visits *Q&A *HMOs, Insurance Co.’s

_____________________ J -

*Topic Breakout Groups

*Experts and Practitioners on || commentary and conversation

*Unions

Source: “An organizational
approach for fighting cancer:
Cultivating communities of
practice at local, state, and

national levels,” W.M. Snyder,

methods and successes
*Application sessions & TA
*Relationship building

_____________________________

2008

«Surveys of topic interests,
problems, needs, results

'\ Blog report on trends with
'\ Podcasts of hands-on

__+. simulations, seminars, etc.

-

1
:
1
1
1
1
| *Businesses
1
1
1
|
1
1
1
1

*Patient Groups
*Health Centers

© 2008, William M. Snyder
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Online system only works in context of underlying social infrastructure of the overall learning system

Operates at all levels—national level used as illustration here, with schematic relationship to state and local level communities indicated

Typical learning system architecture: issues, methods, communities, and stakeholders

Emergent in terms of topics, people, and activities

Missing here is overall structure for sponsorship, support, and coordination


I@signing the world as a fractal R

learning system s

5 L &Eo:'\a
A civic-practice learning system: ~-a { ?
Local, National and Global Networks that : - \d
focus on a particular discipline (say, N h .
public health) cross-fertilize ideas and The World as a

bring increased legitimacy, influence, and

Learning System:
resources to bear at all three levels

Stewardship
networks connect
cities and regions
worldwide

The Nation as a Learning
System: A national network of
civic governance groups stewards
innovation, resources, and policy
across city/region boundaries

Design Principles for
Reweaving the World

-Conscious connectedness is the foundation
of a vital, sustainable world.

‘Community networks are social vessels that
foster learning and connecting processes

‘Networks link and leverage across levels,
The City as a Learning System: A constellation of local disciplines, peoples, and places

governance networks steward civic disciplines* such as

: / / -Cities and regions are strategic points of
housing, education, and economic development

leverage for world development

See Snyder & Wenger, “Our world as a learning system,” in Creating a Learning Culture, Cambridge University Press, 2003 © 2005, William M. Snyder
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[from Snyder & Wenger chapter on “world design”:] 

Our analysis of societal learning systems—whether at local, national, or international levels—focuses on cities (which we define as entire metropolitan regions) as high-leverage points of entry for a number of reasons. For one, as of the year 2000, there are more humans on the planet living in cities than outside them. In 2002, there were 20 megalopolises in the world with more than 10 million people, and by 2015 there will be nearly 40. Cities have always been the font of new ideas, new applications of technologies, new cultural movements, and social change. They constitute natural nodes in a network for disseminating innovations. In the problems they face and the opportunities they offer, they also provide a microcosm of the world. Finally, cities possess an organizational infrastructure and established leadership groups with the potential to see the value and to sponsor the design of a local learning system. …

The city, reimagined as a learning system, consists of a constellation of cross-sector groups that provide stewardship for the whole round of civic domains. Cultivating a learning system at the city level means taking stock of the current stewardship capacity in the city and accounting for the array of civic disciplines and the quality of active communities of practice stewarding them. This city-level assessment provides a template for what a nation can do. At the nation level, leaders might evaluate a representative sample of major cities and regions as a baseline assessment of its civic stewardship capacity. By extension, an evaluation of the top 500 strategic cities in the world could provide a benchmark for our civic learning capacity at a global level. [Ed. This is alternative to aggregation of world statistics by nations, regions, or world.  If cities, as argued here, are key leverage points, then global statistics aggregated by cities can be powerful basis for policy and action.]  At the national and global levels, the analysis also considers the strength and quality of linkages across cities both within and across nations. Of course, even at the city level, there are subsectors and neighborhoods that are fractal elements of the city, each with its own whole round of civic practices, and among which neighborhood-to-neighborhood linkages are as instrumental as ones that connect cities and nations.



In “References” see first several listings for papers on civic learning systems at city, national, and global/regional levels.

Note on history of the city (here or slide 4 or elsewhere?)—”sacred space,” defining “civilization,” city-state, trends in societal power dynamics (e.g., relative influence of big-city mayors and congressman/senators/ministers in US and other countries) (See The City in History, by Lewis Mumford.)  
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